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OGC Gateway Delivery Confidence Assessment

Delivery Confidence Assessment AMBER/GREEN
The Review Team finds that the majority of projects within Band A are either 
complete or on schedule for delivery within target timescales and are likely to be 
delivered successfully.

Only the St. Davids project remains to commence on site but there are plans in 
place to allow this to be completed by September / October 2018.  Work is 
currently ongoing in order to establish the most effective means of delivering the 
project.

Despite the fact that the Haverfordwest English Medium 11-16 project is deferred 
to band B as a 11-19 proposal, the Pembroke Learning Campus has progressed 
on site albeit without the post 16 vocational facilities.

The Review Team believes that the existing 21CS team has the energy and 
capability for successful delivery of the remaining projects, however, there remains 
the potential for ‘key person risk’ and this will need continuous attention.

With two years to go, there is still much to be done, some unknowns and a 
complexity of stakeholder mix to be managed.  Together with a potential change in 
Council make-up, the 21CS team will need to keep the momentum going if all 
projects are to be completed without undue additional pressures.

2017 will see initial preparations for Band B: this will be another draw on the both 
the governance and delivery for 21CS.

In summary, the Programme is progressing well towards a successful outcome, 
but constant attention should be given to ensure that risks do not materialise into 
issues threatening delivery.

The Delivery Confidence assessment RAG status should use the definitions below.

RAG Criteria Description
Green Successful delivery of the project/programme to time, cost and quality appears highly likely 

and there are no major outstanding issues that at this stage appear to threaten delivery 
significantly

Amber/Green Successful delivery appears probable however constant attention will be needed to ensure 
risks do not materialise into major issues threatening delivery

Amber Successful delivery appears feasible but significant issues already exist requiring 
management attention. These appear resolvable at this stage and if addressed promptly, 
should not present a cost/schedule overrun
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Amber/Red Successful delivery of the project/programme is in doubt with major risks or issues apparent 
in a number of key areas. Urgent action is needed to ensure these are addressed, and 
whether resolution is feasible

Red Successful delivery of the project/programme appears to be unachievable. There are major 
issues on project/programme definition, schedule, budget required quality or benefits 
delivery, which at this stage do not appear to be manageable or resolvable. The 
Project/Programme may need re-baselining and/or overall viability re-assessed

Summary of Report Recommendations
The Review Team makes the following recommendations which are prioritized using 
the definitions below.

Ref
. 
No.

Recommendation

Critical/
Essential/

Recommende
d

1. Develop a milestone plan for the generation of the 
various Business Cases for Band B. 

Recommende
d

2. Assess, and plan for, the potential impact arising from 
the Statutory Consultation process in respect of 11-19 
English Medium education for Haverfordwest. 

Recommende
d

3. Confirm the on-going suitability of the Programme 
Governance arrangements following the forthcoming 
local elections. 

Recommende
d

4. Clarify, and ensure consistency of understanding of, 
the plan for Ysgol Dewi Sant, including contingency 
arrangements. 

Essential – Do 
By June 2017

5. Develop a clear Band A countdown roadmap, 
illustrating critical milestones, to maintain momentum 
with incoming Councillors and ensure on-target 
delivery. 

Essential – Do 
By end May 
2017

6. Resolve the site selection for the Haverfordwest 
English Medium school. 

Essential – Do 
By OBC 
submission

7. Maintain attention to the Key Person Risk and confirm 
that the team is adequately resourced for Band B 

Essential – Do 
By Band B 
OBC 
submissions

Critical (Do Now) – To increase the likelihood of a successful outcome it is of the greatest 
importance that the programme/project should take action immediately
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Essential (Do By) – To increase the likelihood of a successful outcome the 
programme/project should take action in the near future.  

Recommended – The programme/project should benefit from the uptake of this 
recommendation.  
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Background

The aims of the programme: 
The aims of the programme are, in line with the national programme objectives, to 
deliver:

 Learning environments for children and young people aged from 3 to 19 that 
will enable the successful implementation of strategies for school 
improvement and better educational outcomes;

 Greater economy through better use of resources to improve the efficiency 
and cost-effectiveness of the education estate and public service provision; 
and 

 A sustainable education system with all schools meeting a 21st Century 
Schools Standard, and reducing the recurrent costs and carbon footprint. 

The driving force for the programme: 
Pembrokeshire’s 21st Century Schools Strategic Programme is designed to address 
a number of issues identified; in particular deficiencies in current ICT provision, 
vocational learning and the development of entrepreneurial skills, and to support 
some of the County's key priorities as stated in The Wales Spatial Plan 
Pembrokeshire - The Haven (2008).

The procurement/delivery status: 
All Projects are a different stages in their procurement process. Band A projects are 
substantially complete or under construction with the exception of the St. Davids 3-
16 VA school.

Current position regarding OGC Gateway™ Reviews: 
This is the fourth Gateway Review of the Programme, the third having been 
conducted in March 2016.

Purposes and conduct of the OGC Gateway™ Review

Purposes of the OGC Gateway™ Review
The primary purposes of an OGC Gateway Review 0: Strategic assessment, are to 
review the outcomes and objectives for the programme (and the way they fit 
together) and confirm that they make the necessary contribution to Ministers’ or the 
department’s overall strategy. Appendix A gives the full purposes statement for an 
OGC Gateway Review 0.

Conduct of the OGC Gateway™ Review
This OGC Gateway Review 0 was carried out from 03/04/2017 to 05/04/2017 at 
County Hall, Haverfordwest . The people interviewed are listed in Appendix B. The 
Review Team would like to thank all participants for their contributions to this 
Review.  In particular, the preparation and support prior to, and during, the Review 
from Cath Davies merits specific mention.
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Findings and recommendations

1: Policy 

The Welsh Government (WG) instigated a policy for the modernisation of education 
delivery throughout Wales, entitled 21st Century Schools (21CS).

This Programme is the Pembrokeshire response to the fulfilment of that policy and is 
consistent with development work that was already underway within the County.

Pembrokeshire is expecting significant growth in housing in certain areas: this will 
likely result in changes to pupil numbers. 

The re-organisation of secondary education in the County is being implemented with 
purpose by Pembrokeshire County Council (PCC), though there have been a 
number of difficulties along the way.

Current projects fall in Band A of 21CS. Band B will commence financial draw-down 
from WG in April 2019.  Band A is firmly rooted in the achievement of educational 
outcomes, together with reduction in surplus places and costs.  Band B will mainly 
focus on the reduction of poor quality buildings, sufficiency of places and more 
flexible assets.  It will be important, of course, not to lose sight of the educational 
purpose of these endeavours: this is well understood by PCC.

A number of wider environmental factors might have an impact on the shape of Band 
B for PCC.  These could include the Swansea Bay City Region deal, which will have 
a financial draw on PCC with a knock-on effect on 21CS affordability.  WG has also 
launched the ‘Taking Wales Forward’ programme for government, which includes 
educational aspirations: again this could have an impact on 21CS Band B, as yet 
unknown.  Furthermore, the impact of ‘Brexit’ is unknown.

Notwithstanding the evolving strategic environment, PCC is well placed and well 
advanced in its thinking for the content of 21CS Band B and financial considerations 
are already being acknowledged.

2: Business Case and stakeholders

All projects in Band A are underway and there are no outstanding business cases to 
be considered.  There has been good financial monitoring and PCC is on target to 
achieve the spend against the funding matrix, albeit that the matrix was re-baselined 
to defer Haverfordwest English Medium school to Band B and accommodate some 
small cost over-runs across the Band A projects.  This resulted in the handing back 
of approx. £24m to WG, which was viewed as sound financial stewardship and in the 
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best interest of WG across Wales, where some other Local Authorities were more in 
need of the funding.  Far from being seen as a failure to deliver, the Review Team 
was told that it demonstrated a maturity of behaviour on one of the more ambitious 
Band A 21CS Programmes.  

Band B will be due to commence financial draw-down in April 2019.  The period until 
then will see the generation of a variety of Business Cases for the proposed Band B 
projects.  This will start with the submission to WG of a Strategic Outline Programme 
(SOP) [Programme Business Case] around July 2017. The Review Team 
understands that Band B funding could be similar to Band A match-funding or could 
include the ‘Mutual Investment Model’ (MIM).  There is, as yet, little clarity on the 
funding arrangements and there is significant nervousness amongst interviewees 
about the MIM delivery model. 

Depending on the shape of the funding arrangements, Outline Business Cases 
(OBC) will need to be submitted to WG accordingly.  This will drive timelines for OBC 
development and submission. It would be prudent to work closely with WG to 
understand the key dates between now and April 2019 in order to ensure that 
business cases are developed, submitted and approved in a timely manner.

Band A suffered from ‘just in time’ business case submissions.  It would be good 
practice for PCC to be ahead of the game and to have complete (or substantially 
complete) business cases ‘on the shelf and ready to go’ well in advance, in order to 
alleviate pressure on the team and to be well prepared to embark on delivery from 
April 2019 onwards. 

Historically, the production of the Business Case documents has been driven by the 
former Programme Manager.  There are a number of opinions amongst interviewees 
as to who will own the business case production for Band B and whether the skills 
and experience exist within the current team to do so.  The Review Team is of the 
view that adequacy of skills and experience will be imperative to being proactive 
rather than reactive.  It might be worthwhile investing in ‘Better Business Cases’ 
training for core 21CS team members and/or ad-hoc engagement of specialist effort 
on a consultancy basis.

The English Medium school for Haverfordwest has been deferred from Band A to 
Band B.  It is intended that this be the first project to progress immediately in Band B.  
As such, the Review Team anticipates that the OBC will need to be prioritised not 
only to shape the delivery of that project, but also to inform other decisions in the 
Band B tranche e.g. the Haverfordwest Primaries reorganisation. 

Recommendation 1: Develop a milestone plan for the generation of the various 
Business Cases for Band B. (Recommended)
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Stakeholder management will continue to be paramount.  There are a variety of 
stakeholder groups and the 21CS team has made improvements on communications 
at the working level for individual project delivery though there remains room for 
improvement in formalising stakeholder mapping and engagement at programme 
level.  There have also been lessons learnt e.g. from the Tenby project, which should 
reinforce the areas for focus.

For Band B, the Haverfordwest English Medium school will involve the Tasker 
Milward trustees. This has been a prominent aspect of the 11-19 / 11-16 / Pembroke 
Learning Campus developments to date and the recent decision to reverse the 
previous intentions.  The choice of site for the now 11-16 English Medium school will 
involve Tasker Milward. Pembrokeshire College also remain part of the mix.  
Stakeholder engagement will remain important in this regard.

3: Management of intended outcomes

A number of Band A projects are now complete.  It is deemed too early, however, to 
be able to measure benefits realised in a meaningful way.  The Children and Schools 
Directorate will be assessing school performance and educational attainment as part 
of its Business As Usual as and when the time is appropriate.  This includes the 
enactment of the Directorate Business Plan and Vision for Education & Learning.

Additionally, there is some appetite for conducting a Gateway 5 Review (Benefits 
Realisation and Business Operations) towards the end of 2017 covering the 
operation of the Johnston, Broad Haven and Tenby Primaries. This would provide 
not only a view of the success of those projects but also provide further pointers to 
reinforce other projects following.

Benefits and Outcomes statements exist for individual projects, but the Review Team 
was told that this has not been established at overall Programme level.  The Review 
Team takes comfort form the Children and Schools Directorate that the message is 
not lost that 21CS is about education, not just buildings.  This needs continual 
reminder into Band B, especially when the WG basis for project approval moves 
more towards reduction in poor quality buildings.  It would be good practice for the 
21CS Programme Team to develop competency in ‘Benefits Management’ as a 
Programme Management  discipline (as opposed to Project Management).

The Review Team heard much excitement surrounding the opening of new schools.  
Experience shows that something ‘new’ soon becomes something ‘not new 
anymore’, sometimes resulting in a drop-off in momentum.  The 21CS team should 
be alive to this and take appropriate actions to maintain performance.  This would be 
articulated in the Benefits Management plan.
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‘Business Change Management’ is another Programme Management discipline, 
most appropriately interpreted in this case as Leadership.  The Review Team heard 
that lessons had been learnt from previous experience of not appointing 
headteachers or temporary Governing Bodies early enough.  This bodes well for 
future projects.  

4: Risk management

The last two Gateway Reviews observed that “The Programme Team maintains a 
set of Risk Registers for each Project and at Programme Level.  A RAID (Risks, 
Assumptions, Issues, Dependencies) approach has been adopted and an Internal 
Audit representative acts as Risk Manager for 21CS.  This is good practice and the 
Review Team notes the regularity with which the Risk Manager meets with Project 
Managers (including external PMs) to keep on top of Risk Mitigation progress and 
ensure a standardised approach.  The continuation of this practice should be 
encouraged throughout the life of the Programme.”  

The Review Team was told that this continues to be the case and that the 
Programme Team has taken on board the need to ensure appropriate escalation 
mechanisms between the governance levels according to risk type with a focus of 
ensuring that risks are actively managed not just recorded.  Notwithstanding the 
somewhat ‘overloaded’ nature of the small 21CS team, there is little evidence to 
suggest that risks are not being managed adequately.

5: Review of current phase

The current phase has seen the completion of Broad Haven CP school, Tenby 
Primaries and Johnston CP school.  Projects under construction include Hakin 
Hubbertson VC school, Angle Peninsula, Ysgol Bro Gwaun, Pembroke Learning 
Campus and the new 3-16 Welsh Medium School in Haverfordwest.  The new 3-16 
School in St. Davids is work-in-progress.

The Havefordwest English Medium School has been deferred from Band A. Having 
spent some considerable time and effort working with Pembrokeshire College on a 
collaborative approach to post-16 education, and having followed every step of the. 
process with the support of the Council, the council then voted to reverse its 
intentions.  Understandably, there is the potential for the College to be somewhat 
disappointed.  The Review Team was told that there is the possibility that the 
decision may be ‘called in’ for consideration by WG, possibly having an impact on 
timelines and planning for the new project.  It would be prudent for the 21CS team to 
understand this potential and to plan for it.

Recommendation 2: Assess, and plan for, the potential impact arising from the 
Statutory Consultation process in respect of 11-19 English Medium education 
for Haverfordwest. (Recommended)
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The Governance arrangements for the Programme have evolved during the current 
phase. Oversight is given by the Strategic Programme Board, chaired by the Leader 
on an as-required basis. The SRO chairs the Programme Co-ordination group, on a 
monthly basis.  The Programme Manager chairs the Project Boards.  This all 
appears to be working well. The Programme Manager is also the Senior Supplier: 
not a model of best practice but works well for PCC.

There have been examples of elected members requiring continual communications 
and/or involvement in decision-making at various levels.  Again, whilst there is an 
accepted best practice model for governance in programme management, the reality 
is that key stakeholders need to feel comfortable with the level of perceived risk 
and/or delegation.  The Review Team was told that this has impacted some 
decision-making timelines on occasion. The forthcoming local elections are likely to 
result in some changes to council membership, potentially also to the Strategic 
Programme Board.  It will be important to ensue that the governance arrangements 
in place and currently working well continue to do so with new members.

Recommendation 3: Confirm the on-going suitability of the Programme 
Governance arrangements following the forthcoming local elections. 
(Recommended)

6: Readiness for the next phase

The new 3-16 school for St Davids  will be formed by the closure of Ysgol Dewi Sant 
(YDS) (11-19), Ysgol Bro Dewi (3-11) and Solva CP school (3-11).  It will operate as 
a single school across three sites.  The YDS site needs significant redevelopment, 
including the removal of a building containing asbestos.

The planned completion is September / October 2018.  Any slippage would incur 
significant challenge from an educational perspective.  Despite being a 
comparatively small cost (c£4m) and a ‘like for like’ replacement, it is a complicated 
project owing to the number of stakeholders and authorities involved, including the 
diocese and the National Parks Planning department.

There are a variety of de-cant options.  Initial costings show that to keep the school 
operational on-site involves demountable units adding c£600k to the cost, together 
with the health and safety and safeguarding considerations.  De-canting to 
Haverfordwest as an interim measure is viewed by some interviewees as the 
preferred option, whilst others are of the opposite opinion.  Additionally, there are a 
number of unknowns about the re-build (such as buried materials under the existing 
structure), which could lead to delays which would be significant since there is no 
float in the plan.  In that event, a contingency plan would be required.  It would be 
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prudent to ensure that there is a consistent understanding of the preferred plan and 
contingency.

There are also a number of educational considerations for the formation of the new 
St. Davids school, including the appointment of a headteacher and the establishment 
of a leadership team to drive consistency of attainment judgements throughout the 
new school: the Review Team was told this is not currently the case.  The existing 
Governing body will be responsible for overseeing the de-cant.  The new temporary 
governing body will be responsible for overseeing the establishment of the new 
school.  It will be important to ensure that these two bodies are in alignment.

Recommendation 4: Clarify, and ensure consistency of understanding of, the 
plan for Ysgol Dewi Sant, including contingency arrangements. (Essential – Do 
By June 2017)

There are number of complexities and dependencies in the remainder of band A.  
Projects to be completed include Angle, Hakin Hubberston, Pembroke Learning 
Campus, Ysgol Bro Gwaun, Haverfordwest Welsh Medium and St Davids.  The 
21CS team needs to maintain momentum.  It would be beneficial for incoming 
Councillors to understand the critical path from now to the end of Band A and to 
ensure continuity of support towards successful delivery.

Recommendation 5: Develop a clear Band A countdown roadmap, illustrating 
critical milestones, to maintain momentum with incoming Councillors and 
ensure on-target delivery. (Essential – Do By end May 2017)

Furthermore, given the prominence of the Haverfordwest English Medium school 
early in Band B, it will be important to decide early on a preferred site.  The Review 
Team was told that Tasker Milward (with its inherent ownership complexity) and Sir 
Thomas Picton (STP) are the two options.  Again, interviewees hold polar opposite 
views on which is preferred.  This needs early resolution, particularly in respect of 
the Tasker Milward trustees’ interests.  This reinforces the importance of stakeholder 
engagement for the Programme.

Recommendation 6: Resolve the site selection for the Haverfordwest English 
Medium school. (Essential – Do By OBC submission)

As previously observed, the 21CS team is small and energetic.  It is, however, 
continuing to work long hours with many interviewees citing examples of potential 
single points of failure.  The Review Team notes the intentions for future recruitment 
and mini-reorganisations and ongoing knowledge sharing. 

Pembrokeshire is, however, a difficult place to recruit the right skills and experience 
and the loss of the previous Programme Manager puts further pressure on an 
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already stretched team.  There are no signs yet of imminent failure, but constant 
attention should be given to this facet of a high performing but under-resourced 
team.

The existing team appears to have the capabilities to complete Band A, both from an 
educational perspective and a construction perspective.  There is an 
acknowledgment of the workload involved with multiple projects completing at the 
same time together with post project evaluations.  This confidence and commitment 
is to be commended, but the size of the task, with the resources available, should 
not be underestimated.

Recommendation 7: Maintain attention to the Key Person Risk and confirm 
that the team is adequately resourced for Band B (Essential – Do By Band B 
OBC submissions)

The next OGC Gateway™ Review is expected in November / December 2017 
and could be a blended Gate 0 (Strategic Assessment) / Gate 5 (Benefits 
Realisation and Business Operation for Broad Haven, Tenby and Johnston).  
This could be a 4-day review with a blended report or a 5-day review producing 
two separate reports.
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APPENDIX A

Purposes of OGC Gateway™ Review 0: Strategic assessment

 Review the outcomes and objectives for the programme (and the way they fit together) 

and confirm that they make the necessary contribution to overall strategy of the 

organisation and its senior management.

 Ensure that the programme is supported by key stakeholders.

 Confirm that the programme’s potential to succeed has been considered in the wider 

context of the organisation’s delivery plans and change programmes, and any 

interdependencies with other programmes or projects in the organisation’s portfolio and, 

where relevant, those of other organisations.

 Review the arrangements for leading, managing and monitoring the programme as a 

whole and the links to individual parts of it (e.g. to any existing projects in the 

programme’s portfolio).

 Review the arrangements for identifying and managing the main programme risks (and 

the individual project risks), including external risks such as changing business priorities. 

 Check that provision for financial and other resources has been made for the programme 

(initially identified at programme initiation and committed later) and that plans for the 

work to be done through to the next stage are realistic, properly resourced with sufficient 

people of appropriate experience, and authorised.

 After the initial Review, check progress against plans and the expected achievement of 

outcomes.

 Check that there is engagement with the market as appropriate on the feasibility of 

achieving the required outcome.

 Where relevant, check that the programme takes account of joining up with other 

programmes, internal and external.
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APPENDIX B

Interviewees

Name Role
Darren Thomas Head of Highways and Construction / 

Programme Manager
Jon Haswell Director of Finance / SRO
Mark Williams Welsh Government link officer
Hywell Jones Project Manager, Mott MacDonald, 

Welsh Medium School
Nicola Lewis Finance Manager
Caroline Maddocks Senior Accountant
Aled Davies Headteacher, Ysgol Glan Cleddau
Jamie Adams Leader for Pembrokeshire County 

Council
Nerys Nicholas Headteacher, Ysgol Bro Gwaun
Andrew Nicholas Architect / Project Manager, St 

Davids, Johnston, Broad Haven
Huw Jones Professional Officer, Planning, Places 

and Admissions
Kate Evan-Hughes Director for Children and Schools
Cath Davies C21 Programme Co-ordinator
Steve Owens Procurement and Quantity Surveying 

Manager
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APPENDIX C

Recommendations from previous OGC Gateway™ Review

Recommendation Progress/Status
The Programme Manager should 
progress a documented stakeholder 
analysis and engagement plan, 
including ‘PR’.

Addressed.  Much improved but not 
formally documented.

The SRO should progress a Benefits 
Realisation Plan, focusing on change 
delivery mechanisms.

Addressed.  Actioned at Project level, 
not yet embedded as a Programme-
wide discipline.

The Programme Manager should 
further embed the risk management 
disciplines with active mitigation, 
ownership and escalation 
mechanisms.

Addressed.

The SRO should implement 
delegated authorities for Project level 
governance, together with the use of 
tolerances, enabling the Programme 
Board to meet less frequently to deal 
with escalated matters.

Addressed.

The SRO should develop a 
formalised ‘Key Person Risk’ 
contingency plan, including 
competency development, coaching 
& delegation and further embedding 
of knowledge-sharing within the team.

Addressed, but remains a theme. 
Documented, but not yet enacted. 
Resilience demonstrated.


